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THE CoUNCIL FOR ADULT AND EXPERIENTIAL LEARNING

The Council for Adult and Experiential Learning
(CAEL) is a national leader in the field of adult leaming
and is the preeminent not-for-profic organization
coordinating educational services for adults. CAEL's
membership includes over 600 colleges, universities,
corporations, labor unions, associations and individuals.
Since its founding in 1974, CAEL has worked actively
to identify and remove barriers encountered by adult
learners who wish: to re-enter the educational system.

CAEL's early activities have included:

* development and dissemination of techniques with
which to evaluate college-level learning gained from
work and life experiences (prior learning assessment)

* creation and distribution of publications for those in
the field of adult learning

* prefessional and institutional development programs
to assist the academic community in responding to
the educational needs of adults

For almost a decade, CAEL has applied its experuse to
the field of workforce education, pioreering the
development of innovative employee education and
development programs in a joint ventures framework.
These “joint ventures” programs draw the employer, its
unions (if applicable), its employees, education
providers, and CAEL together into a partnership. In
this partnership, CAEL acts as a bridge between the
employer and the educational community to provide
support services for employees and to link employees to
all educational opportunities available to them.

To date, CAEL has designed and administered over 30
joint ventures programs, serving both large and small
employers as well as diverse employee populacions in
industries ranging from telecommunications to manu-
facturing, from construction to government agencies at
both federal and local levels, CAEL currently has active
joint ventures projects in 25 states.

Out of CAEL's experience in the arena of employee
growth and development, several other organizational
activities have emerged:

* consultation services to the educational, business,
government, and organized labor communities to
assist each of these sectors in responding to the
educational needs of working adults

* research to expand knowledge about effective learner-
centered programs and build educational institutions

capacities to provide them

* public and private sector policy initiatives to promote
policies responsive to the needs of adult learners
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THE SKiLL BUILDING CHALLENGE

Across the United States. businesses are experiencing
the eftects of profound demographic changes. rapidly-
developing technologies, and a shifting economic
base. To compete in this new, global economy.
businesses require highly-skilled employees ar all
levels of the workforce, capable of innovating and
problem solving on the job. To remain emplovable in
this economic environment. workers at alf levels will
need to upgrade their skills: front-line workers in
particular will need to acquire skills char enhance
productivity and ensure adapeability in a dynamic
work environment. Studies show that almost fifty
million workers will need additional training over the
next decade to keep up with the new demands of a

changing economy and workplace.

Depite the weli-documented need for highly -skifled
workers. numerous studies and sunevs have found that
mureasing numbers of emplovees do not have the kinds
of skalls required o succeed 1n today’s job market A
study conducted by the US. Departments of Educa-
ton, Labor and Commerce tound that two-thirds of -
emplovers consuited assessed the current pool of entryv-
level apphicants as insutficiently prepared even in basic
skills - The skill-building challenge is parucularly
pressing in light of the limited number of new entrants
to the workferce: nearly 80% of those who will be in
the workforce in the vear 20X are already out of school
and working.

A survey conducted by Heidricl: and Struggles, an
executive search firm, reported that 62% of responding
corporate board chairmen identified building and
keeping a qualified workforce as the most important
issue American companies will confront during the
next decade. But despite the recognition among some
business leaders of the need to build employees” skills,
most employers provid~ either little or no training for
front-line workers, or their training programs are too-
narrowly focussed on short-term needs to fully realize
long-term gaals.

Few CoMpPanies PROVIDE TRAINING
FOR FRONT-LINE AND HOURLY WORKERS.

Among small businesses--which represent the fastest
growing sector of our economy. already employing
5677 of the nation’s private-sector workforce--a
recent survey found that onlv 2077 of firms with
100-200 employvees. and only 677 of firms wich 20-
99 emplovees. provide any training ar all for their

emplovees.

In the corporate sector, even those businesses that do
invest 1n tramning tend to allocate available training
dollars primanily to managers and supenvisors
According to the American Society for Traming and
Development. over “077 of traiming dollars are
allocated ro managers-and supenvisors--a group that
comprises only about 3077 of the workorce  The
other 707+ of the workfurce--the hourly. industriad.
senvice and paraprotessional workers--must share the
remaining 307 of the funds  Otten. these workers
come trom the traditionally under-senved sectors of
the population: minonities. women. and immigrants.
Thus. as the situation currently stands, those most in
need of education are least likely to receive 1t trom

their employers.

TRAINING THAT IS AVAILABLE TO FRONT-LINF
AND HOURLY WORKERS 18 PRIMARILY JOB-
SPectFic AND LINKED TO SHORT-TERM GoOAlLs.

Those training dollars that are directed to front-line
workers are usually allocated to provide job-specitic
training to meet short-term goals, such as teaching
employees how to use new equipment or ensure safety
in the workplace  While such training 1s important,
it generally does not provide emplovees with opportu-
nities to improve basic skills, increase productivity.

or develop the problem-solving and communication
skills that will be required of them in the future as
their companies adapt to economic change.

o Closing the Skills Gap: New Soksions
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Tuvmox REMBURSEMENT PROGRAMS
LACK INTEGRATION WITH STRATEGIC.
HuMman RESOURCE DEVELOPMENT PLANS.

While many large companies also have tuition
reimbursement programs, through which employees
can continue their education by enrolling in local
educational institutions, these programs are generally
regarded as an employee benefit which is distinct
from and lacks coordination with the emplover's

overall strategic human resource development plan.

TumioN REIMBURSEMENT
PRrOGRAMS ARE UNDER UTiLIZED.

Partially as a result, tuition reimbursement programs
tend to be under utilized by emplovees who don't see
the connection between continued education and job
growth and development. Tuition reimbursement
programs are also under-utihized by front-line and
hourly workers because the majority of these workers
lack the necessary tinanetal resources to pay for their
tuition up front - According to a report of the
National Institute for Work and Learning, only 3-
577 of the ehgible workforce actualiy uses tuition

reimbursement programs.

It America is to regai its competinveness, the
current trend in traming for front-line and hourly
workers cannot continue. As the preceding statistics
show. most employers make litcle or no investment
in traming for these workers. Among those that do
provide training, efforts are fragmented, and fail to
maximize the resources invested. To meet the skill-
building challenge. employers must integrate and
expand their current training programs. First, it is
important to understand what has prevented many
employers from making a greater investment in
training for their front-line and hourly workers.

BARRIERS TO EMPLOYER INVESTMENT
IN EMFLOYEE EprcaTiON AND TRAINING

The Commussion on the Skills of the American
Workforee's report, Amersia’s Chure: High Skilly o
Lou Wages. concluded that emplovers have a con-
scious low skill low wage strategy. CAEL contends
that employers do not have a conscious low skill low:
wage strategy, but, rather. face significant barriers
thar discourage an investment 1n their frone-line and
hourly workers. To make an investment in skall
building n the workplace. emplovers, like individual
adult learners, need the requisite information,

financial resources and support.

Based on its extensive experience in designing and
implementing programs that promote employee
growth and development, CAEL has idenufied a
number of key barriers to smplover investment 1 the

education and traning of emplovees

* Emplovers lack the time to develop and

implement training programs,

Most emplovers. and particularly smaaller ones.
identify the lack of time as their most sigmiticant
barrier to establishing employee development
programs. They report that managers already have
their hands full just mecting work schedules and
deadlines: they simply don't have the time to
develop and implement training and education
programs that will address human resource needs 1n
a comprehensive fashion. In addition. traming
takes people away from their jobs, and there simply
aren 't enough staff resources available to release
people. on employer time, for training.

Council for Adull and Experientiol Leaming
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¢ Employers lack the financial resources to
develop and implement training programs.

Many employers also cite insufficient financial
resources as a primary barrier to a greater invest-
ment in worker and education and training. The
costs of training are comprised not only of instruc-
tional fees, but also, and more significantly, of lost
wages for tramning conducted on company time. A
recent study conducted by CAEL on training costs
in the steel industry found that 807% of employers’
costs were in lost wages, while only 2077 of costs
were for instruction.

* Employers lack information about effective
models for employee education and training.

Most emplovers are not familiar with effective
madels for worker education and training. Even
those that have been exposed to successful models
otten do not know how to apply these ideas to their
companies or how to connect with educational

providers who can deliver the training.

* Employee education and training, especially for
front-line, entry-level and hourly employees, is
not viewed as contributing to increased
productivity and the "bottom line."

Employers usually recognize the connection
between training and the botrom line in very
specific cases, such as when new equipment is
purchased. However, most employers do not have
enough information about the impact of employee
development on productivity to see the connection
between broader worker education and training and
the bottom line.

* Employers equate training with "trouble
shooting” or remediation.

Most training departments are dedicated to
providing short-term remediation. They may be
charged, for example, with solving an immediate

problem, or orienting employees to use new
equipment or adapt to new procedures. This
funcuion is critically important. However, this
piecémeal, reactive approach to training is not, in
ieself. sufficient to address a company's long-term

skill needs.

* Employers believe that employees who develop
transferable skills through training programs
will leave for better jobs.

Many emplovers believe that their investment in
training will result in employers leaving the
company after they have attained new skills,
especially if education and training options go

bevond job-speaific skills.

CAEL has found that even when employers are able
to overcome these initial barriers to investing 1n
education and training programs, they often face
addinional, external obstacles to implementing and
sustaining these programs.

BARRIERS TO EMPLOYER
IMPLEMENTATION OF EMPLOYEE EDUCATION
AND TRAINING PROGRAMS

* Post-secondary educational providers are often
inaccessible and slow to respond to employers.

With some exceptions, post-secondary educational
institutions have not been readily available or
prepared to respond to employers' requests for
assistance. Many of these providers have failed to
reach out to the business community to establish
programs in partnership with them.

¢ Educational providers' programs often do not
meet employers' needs.

Among those providers who Aare reached out to
work with the business community, most continue
to bring an already-established menu of programs
to employers. Both post-secondary educational
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instiutions and private traiming vendon often lack
the flexibility 1n approach and 1n curnculum to
work effecuvely with emplovers to define therr
specific needs and adapt programs to meet those
needs.

Employers must treat training as a cost, racher
than an investment.

Both capital mvestments and worker cdu ation and
training are long-term imestments in a com YL
Rature Yet, while the tan code allows capital
investments. such as equipment purchases. to by
depreciated over several vears, training and develop-
ment costs must b treated ws ospenditures 1 the
current vear's operating budget. Mot employers
find that they du not have sufficient row. o,
their current vear's operating budget ton s
stenificant investment in therr emplovecs jon -

term growth and development.

* Government funding for emplovee education

and training is limited and difficult to access.

There 1< hietle available funding tor programs
that promote emplovee growth and deve lop-
ment. The few existing programs Preseit a
burcaucratic maze that most compunies de. nor

have the tme or the resources to nay 1zt

For small firms, which emplin 567, of the

private-sector workforce. the problems are

exacerbated.

On one hand. these firms need education and
training more since they demand a greater
diversity of skills from their emplovees simply
because there are fewer people to do the work.
On the other hand. ume off for training s
problematic since cach individual 1s ¢rioical o
smooth business operation and mady be catled
upon to pitch 1n whenever chere is a need. In
addition, many small, as well as medum-sized.

firms are too small to operate their own traming

programs and litdle staff ume 15 avarlable to
locate appropriate programs for emplovees.
These firms also tend to have even fewer

financial resources of therr own o IVt 1N

trainmng and education.

In addition to the barriers faced by emplovers in
nvesting 10 and implemienung emplovee education
and traning programs, b s 1 ke gl

contront barriers to PATLIAPAGNG 10 Prozrams o

they are established

BARRIERS TO EMpPLOYEE Particweanon
IN EDUCATION AND TRAINING,

* Employees lack information about the skills
needed for their future emple nabiliey and the
education and training options that can help

them to acquire these Skills,

Emplavees need more intormation rrom the s
emplovers on the skilis that will b needed T ;
aho need intormation on both avalible e
traming options. and the offerings of ¢ atior

providers i therr commanity . Emplivcos e nd
t learn how to navizate the edaeatnona s,
and access sen ices--how (o be et ediationg

CONsStIMers

* Emplovees are not aw are of their own skills,

interests and aptitudes.

Quite often. employvees proceed o purste educanion
or trainng raals betore they have identified ther

own skills. interests and aptitudes, Emplovecs need
asitance 1n conductung these self-assessmenis jrior

to participation 1n education and TN Progranis

* Many adults equate school with failure, and
lack confidence in their ability to learn.

Many workers who have not been successful 1
previous educational experiences M3 dSSOK 1ate

continued education with fanlure and., as a result, b

O'\
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reluctant to participate. Moreover, employees often in further learning experiences. And yet too many
find that their family or peer culture provide: liccle educational institutions still do not have PLA
support for continuing education. programs in place.

* Employees find the cost of tuition and books to Some of these barriers are rooted in beliefs about the

be prohibitive. role of training and education in the workplace.
Others reflect difficulties in developing new ideas

Many employees simply cannot afford to pay up and approaches. And some are external to the

front for tuttion and textbooks. And while most workplace and provide direction for public policy

working adults can only attend school part-time, recommendations. All of these barriers--both to

financial aid generally is available only to full-time employer investment in employee education and

students. training and to individual workers in participating in

such programs--must be overcome in order to address
Educational providers often do not meet the skill-building challenge.
emplovees’ needs,

Yhile some educational institutions have plaved a
leadership role in designing programs responsive to
the needs of working adults. most have not made
ths transition. Barriers include courses offered at
tmes of locations that make it difficult for employ-
evs to attend:  unapproachable or inaccessible
nstructors; obstacles to the full and fair transfer of
credit earned elsewhere: and severely limited hours
for access to essential services such as regstration,
admissions, financial aid, bill payment, and
program advising and planning.

Educational providers often do not recognize
employees’ previous learning,

In addition, adult learners often are not awarded
college credit for what they already know. Instead,
they must enroll in courses they have already
mastered, which wastes cheir time, money and
eftort. Prior learning assessment (PLA) is now a
recognized, well-respected academic practice that
includes a number of techniques for evaluating and
awarding college credit for college-level learning
that an adult has gained chrough work and life
expertence. PLA not only saves adults time and
money; it enhances students’ self esteem by
acknowledging and rewarding previous learning,
thus greacly increasing their chances of succeeding

o
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RESPONDING T0o THE SKILL-BUILDING CHALLENGE: NEW SOLUTIONS

PROGRAMS THAT PrOMOTE EMPLOYEE
GROWTH AND DEVELOPMENT

CAEL has found that, to meet the skill-building
challenge. a new, barrier-removing approach to
employee education and trainirg is needed. This
new approach must achieve the tollowing goals:

* Provide employee growth and development
opportunities to all levels of the workforce

* Foster employee initiative and motivation in
gaining skills and knowledge

* Give employees an investment in training
outcomes by allowing them to choose from
among relevant education and training options
and having them learn on their own time

* Provide prepaid tuition 1o assure access for all
levels of emplovees

* Provide ongoing educational advising and
support for emplovees

* Maximize uition aid dollars by linking tuition
assistance to identified human resource needs
and communicating these needs to employees

* Provide a continuum of education and training
options to meet the needs of emplovers and
workers, from basic skills and literacy instruc-
tion, to GED preparation, to technical courses
and college certificates and degrees

* Integrate educational opportunities available
through public and private schools and
colleges with emplover-sponsored education
and training programs

* Provide a single point of contact for emplovees
to get information about all of their education
and training options

This new approach to the skill-building chal-
lenge acknowledges the fact that emplovees
enter education and training programs with
varying skill levels, and provides a vehicle
through which employvees--at all educational
levels and at all levels of the workforce--mayv
develop a broad range of skills.

In contrast to traditional emplovee education and
training programs, which focus on job-spectic skalls
and short-term needs. the new approach focuses or
comprehensive set of skills--that includes job-specific
skills. basic skills and more advanced skills. such a
the ability to communicate, innovate and solvc

problems--to meet both short and long-term necds

If emplovees are to acquire these skills. they must
first be motivated 10 learn and have a stake in the
outcome.

To give employees an incentive to learn. and to
promote their commitment to achieving trarning
goals, employees must play an active role in their
own growth and development. Thus, this new
approach recognizes and supports the need to put the
individual employee, or learner. ar the very heart of
the education and training program.

To foster initiative in gaining skills, employees
should be given information about the skills that
their employer anticipates a need for, both at the
current time and in the future. Employecs should
also be given comprehensive information on both
internal and external education and training options
that wili enable them to acquire these skills. Armed
with this information, employees can then choose
what they will learn; select the educational provider

lebtmmdixmm




who best can provide training 1n the chosen area; and
derermine a timetable for achieving the goals that
they have set for themselves.

One way to facilitate a transition to this approach is
to form partnerships among businesses, their
emplovees and unions (where applicable), and local
educational providers. Through these partnerships. a
comprehensive program model can be created that
maximizes and integrates the resources and eXpertise
of each of the partners, enabling employees 1o access 4
full range of educational options in their community,
as well as internal training options. Job-speaific
training can be offered in house on company time,
while broader training and education can be offered

to employees on their own tume

CAEL'’s EXPERIENCE WITH
CoMPREHENSIVE EMPLOYEE Ebt ICATION
AND TRAINING PROGRAMS:

THE JOINT VENTURES MODEL

What are the specific program madels that promote
employee growth and development” The following
description of CAEL's joint ventures approach 1s
intended to 1liustrate o mwd/ for meeting the skill-
building challenge. CAEL's joint ventures approach
has successfully removed the barriers to employer
nvestment in cducation and training, as well as
barriers to employce participation in programs once
they are established. CAEL believes that both
businesses and policy-makers can benefit from the
experience CAEL has acquired 1n designing and
implementing its joint ventures model.

CAEL acts as a bridge among the employer, its
employees, and local educarional providers which
deliver services to the employees. As program
manager, CAEL engages in che following activities
prior to introducing a joint ventures program to the
workforce:

* CAEL begins by drawing the employer, its
unions (if applicable), and its employees

page Y
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together into a partnership. CAEL assists chese
partners to identify human resource needs and
assess the effectiveness of current employee educa-
tion and training programs. Based on these
findings, CAEL advises the employer on how to
build a more comprehensive and integrated
education and training system.

* To complement and expand the company’s
internal training offerings, CAEL establishes a
network of local educational providers to
deliver additional services to employees. This
network of educational providers becomes a vical
partner in the joint venture, capable of linking
employees to all available education and training
opportunitics in their area. CAEL manages the
provider network to ersure responsiveness to
employer and emplovee needs. Through the
nctwork, emplovees can select the provider that
best enables them to pursue education at their own
appropriate level.

* Once this network has been established. CAEL
identifies a representative of each provider,
who will work with the program throughout
its duration. CAEL briefs these individuals on che
program and assists them in establishing internal
systems to accommodate CAEL's prepaid tuition
system--a system that enables employees to enroll

simply by presenting a voucher, or “Letter of
Credit.”

* CAEL next identifies individuals within the
educaticnal provider network to serve as
program advisors and Returnirig to Learning”
workshop leaders. CAEL trains these individuals to
provide individualized advising services to employ-
ees, as well as to deliver small-group Returning to
Leaming® workshops which motivate emplovees to
continue their education and instill a sense of
confidence in their ability to leamn.

During initial training, advisors receive information
about the program and the special needs of employ-

Q
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ees from the company, union staff (if applicable),
and CAEL. Advisors are then prepared to serve as a
“one-stop shopping" resource to employees both on
the company's internal training opportunities and
on educational programs available through local
providers. Advisors work on behalf of the indi-
vidual and on behalf of the program, rather than in
the interest of their home institution. This
unbuzsed advising is a unique feature of the joint
ventures approach to education and development.

* CAEL then gathers comprehensive information
on the range of programs and services offered
by each provider. This information is compiled
into easy-to-read reference materials for use by
program advisors and employees alike.

Once these pieces are in place, CAEL works with the
employer to develop a plan to introduce the program
to the worktorce. CAEL then assumes ongoing
responsibility for program management, thercby
mimmizing the emplover's own nvestment of ume
in ensuring the program'’s success. At the company's
direction, CAEL railors the following services and
benefits to meet employer and employvee needs:

¢ Qurtreach. CAEL conducts face-to-face outreach
sessions at individual work sites to describe
program benefits, answer employees” questions. and
encourage participation,

* Prepaid tuition. Up-front financial assistance for
education and training is provided through tuition
vouchers, or “Letters of Credit,” which emplovees
present upon registration at educational institutions

in lieu of payment.

¢ “Returning to Learning "™ workshops. During
this interactive workshop, facilitators guide employ-
ecs through self-assessments to assist them in
discovering their skills, interests, and aptitudes; help
them to identify educational and career goals; and
provide comprehensive information regarding local
educational options at all levels: from basic skills, to

technical training, from undergraduate to graduare
and professional study. The Returning to Learning®
workshop also helps employees to put previous
educational experiences, which may have been
negative, into context. and to see the advantages of
recurning to school a5 an aduls.

Individualized advising and support services.
Emplovees can meet individually with progr..n
advisors for help in planning their educational and
career goals and selectung an educational provider.
The services provided by joint ventures advisors arc
emplovee-centered: the advisor informs, supports.
and encourages the individual’s educational and

career decisions.

In addition to resource materials on the programs
and services of local education providers. CATL
provides advisors with comprehensive resource
matertals on the prior learning assessment (PLA)Y
programs offered through local colicges and
universities. Advisors then make emplevees aware
of options for having their prior learning assessed

for college credit.

* Toll free lines At any ume prior to or durning
their participation tn the program. employces may
call CAEL's toll-free Lines to recenve answers to ther
questions. assistance with the school enrollment
process, referrals to program Jvisers. reterrals to
compuany traiming programs, and information on

upcoming Returning to Learning® workshops.

Enabling emplovees to accomplish much of their
learning on their own time is a unique feature of
the joint ventures model.

The investment of their own tume motivates employ-
ees not only to begin, but to pursue their education
and development; educational and training opportu-
nities become a self-investment, through which they
exert greater control over their lives and tutures. In
addition, the individual employce’s time contribu-
ticn also can eliminate a significant portion of the

P Y

Councll for Adult ond Experiential Leaming




employers’ costs for wages lost during on-the-job
training; thus, a wider range of businesses may bring
educational and training options to their employees.
This factor is of special importance to small business
owners, given their financial, time, and staff con-
straints.

The following examples reflect the benefits of
programs which adopt the employee growth and
development approach. These programs:

® Bring about increases in productivity.

Employees in a CAEL joint venture with a leading
paper manufacturer had varying levels of skills
before entering the program--ranging from those
with first and second grade reading levels to those
interested 1n pursuing graduate degrees. CAEL
worked with the manufacturer to develop a
comprehensive education and traiNINg program
that was flexible enough to meet chis full range of
needs By establishing linkages with a broad group
of educational providers in the community, and
providing emplovees with advising senvices that
enabled them to establish goals and idennfy
providers’ that would best suit their needs, a
continuum of learning opportunities was provided.
Because those with basic skills needs participated
side-by-side in the same program with those with
those whose skills were more advanced, thére was
no stigma associared with participation, and
employees at all levels came forward in large
numbers to take advantage of the program.

As a direct result of the program, the company was
able to give greater decision-making and self-
monitoring responsibility to these front-line workers:
increases in productiviry were widely reported.

¢ Reduce employee turnover.
Contrary to employers’ fears that employees will

leave the company after upgrading their skills,
CAEL has found that employees who participate in
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joint ventures programs are niore Itkel) 1o stay with
the company because they recognize thar the
company values them and has made a commitment
to helping them prepare for the future. In fact,
there are several documented cases in which
introducing training programs has redned employee
turnover.

As cited in the Wall Strat Junrnal, a national fasc
food chain implemented a prepaid tuition program
for its employees at one location where high
turnover had cost the company $62 (XX) in training
and hiring costs durmy the previous vear. After the
first vear of implementation, a study showed that the
annudl turnover was reduced 1o 587 among employ-
ees enrolled in school through the program. versus a
240% rate for the business” other workers, The
bustness' total cost for the program in prepaid
instructional fees was only $10.(0).

* Achieve unprecedented participation rarcs.
¢ According to the National Institute for W ark

and Learning, the average utilization of campany
tuition aid programs is only 3-5% of the chigible

workforce. However. in CAEL's JOINT venture
with one large employer, whose 28,(XK) employ-
ees are spread over a fourteen-state area, the
percentage of employees enrolled in school
rose from 6% to 26% over a three-year
period.

© In another joint venture with a midwestern
telecommunications company, only 3.5% of all
eligible employees had participated in the
company’s existing tuition reimbursement
program in 1986. During the next thret years,
as a result of a concerted company effort, the
parricipation rate rose to 79 However, only ten
months after CAEL's joint ventures program for
this employer was instituted--only one full
semester of implementation--11% of the entire
eligible workforce, both union-represented and
managers, had returned to school.
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* Enable employees to make sound choices about
their education and training needs.

Some employers are imtially skeptical about <herr
emplovees” ability w0 make appropriate decisions
about their education and training needs. How-
ever, 1in CAEL's experience, when individuals are
given information about company needs. internal
and external training opportunities, and have access
to advising and support, they make choices that are
appropriate both for the company and themselves.

In one program that CAEL administers for a
telecommunications company, 72% of emplovees
who participated in the program chose to study
business, electronics, or computer and information
systems, the three major areas in which the
company had identified a need for more skilled
employees. An additional 14% of employees chose
to study liberal arts, in order to develop the
communication, creative-thinking and problem-
solving skills that were also in demand in this
company.
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RECOMMENDATIONS For PuBLIC PoLicy DIRECTIONS

Education and training programs, like the joint ventures
model. that promote employee growth and develop-
ment, have the potential to improve productiv.+y and
foster employee development and retention. Some
emplovers have already begun to play a leadership rolc
by making the shift to a more strategic approach to
human resource development. Still. relatively few
emplovers have invested in programs of this type.
While emplovers should not be solely responsible for
responding to workforce skill-building needs. their
involvement and investment is critically important to

ensuring long-term eCONOMIC COMPETILIVENESS.

A kev issue that remains 1s how to disseminate
ettective program models for worker educanion and
traning to more emplovers across the country.
convince them of the efficacy of an investment 1n this
approach. and encourage replication. Following are
specific public policy recommendations to sumulate
emplover investment i programs that promote
emplovee growth and development: remove barriers to
employer partiapation 0 such programs: and enhance
educational providers’ abiliey to partner ettecuively

with businesses.

1. Provide resources for technical assistance
and program operation to help employers (and
unions, where applicable) implement pro-
grams.

Technical assistance might include:

working with emplovers to assess their human
resource needs

designing worker educanon and training
programs

dissermnating information about courses and
services offered by educational providers
developing assessment and advising options
for employees

establishing prepaid tuition systems

Public martching funds could also be provided to
offset emplovers' initial costs for program opera-
tion, which include:

Program start up

nstructional fees and related costs. including
textbooks

advising and assessment

¢ program management coordination

Small and medium-sized emplovers may not be
large enough to develop programs of their own
Funding should be made available for these
emplovers to establish programs through a
ncework of small emplovers that share similar

employee growth and development needs.
Sources of funding might include:

federal grants and state appropriation of general
revenue funds

state lottery revenue

sales of bonds

inrerest, fines and penalty dotlans from the
unemployment insurance trust fund

federal sources including the Job Training
Partnership Act. Carl Perkins, Wagner Pevser
Act, and Adult Education Act

In addition, forty-six states currently have state-
supported customized training programs. While
their function is important, most of these programs
continue to operate in the short-term. job-specific
mode, providing assistance to employers to meet
specific traimung needs or to prepare employees to
use newly-purchased equipment. Some funding
from the current customized training programs
could be redirected to support comprehensive
employee education and training programs.
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Whatever funding mechanisms are used, they
must be streamlined and simple for employers
to access. Currently, employers are hesitant to
become involved in public programs because thev
believe government programs will involve a
bureaucratic maze of red tape. Most emplovers do
not have the time or resources to invest in such a
time consuming process.

. Provide tax incentives to employers for

ongoing operation of programs.

Small and medium-sized employers in particular
may continue to need financial incentives to
maintain programs. For many employers, tax
incentives ¢ould be used to support programs.
Appropriate tax incentives should be explored that
will be supported by both business and labor.

. Make the tax exemption for employer-

provided education and training benefits
permanent.

Making the tax exemption for employer-provided
education and training benefits a permanent part
of the tax code would alleviate the current
administrative difficulties faced by employers, as
well as provide employees with a greater incentive
to participate in such programs. Historically, this
temporary tax exemption has been allowed to
expire each year, creating untold administrative
difficulties for employers who must respond to the
ever-changing tax status of these programs. The
temporary tax exemption has also created confu-
sion ard discouraged participation in education
programs among employees who become uncer-
tain about the tax status of these benefits.

. Build educational institutions’ capacity to

work in partnership with employers.

In order for educational providers to meet the needs
of employers and adult learners in the workplace.

funding formulas and policies that promore
employer-educational institution partnerships must
be put in place.

Specific recommendations include:

¢ Ensure that funding formulas are suffi-
ciently flexible to allow educational institu-
tions to develop partnerships with business
for programs that promote emplovee
growth and development. Current state
funding formulas that march tuition dollars
based on the number of full-time equivalent
students put institutions that develop credit-
bearing programs for adult learners at a
disadvantage because most working adults can
only attend school on a part-time basis. State
funding structures need to be revamped to
allow institutions che flexibility to tailor
programs to meet specitic emplover needs: offer
classes at tmes that are convenient for employ-
ees: and make assessment and advising acces-
sible to all students.

= Provide resources for, and encourage
educational institutions to assess, students’
prior learning for college credit. Adult
learners should not be required to pay tuition
for or spend time repeating what they already
know and can do. Prior learning assessment
provides a respected and time-horored means
through which previous learning can be
acknowledged and rewarded, yet many
institutions do not have such programs in place
or do not have the resources to market these
programs to their student bodies.

Change financial aid laws to allow for aid to
part-time students. Changing current
financial aid laws to allow financial aid for
part-time students would offset employers'
costs for instructional fees and provide addi-
tional incentive to employees to participate.
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Currently, most financial aid programs exclude
part-time students; yet, most working adults
are only able to attend school on a part-time
basis.

¢ Increase funding to educational institutions
to provide requisite resources for adult
learning programs. The American Council
on Education reports that in the 1991-92
academic year, 57% of higher education
institutions had to cut their budgets, compared
with 5% of schools the previous year. Public
institutions suffered the most, with 73% of
public two-year colleges, and 61% of public
four-year colleges reporting they had made
cuts. Taking inflation into account, two-thirds
of all public colleges and universities lost
financial ground 1n the past year.

Moreover, too few resources are available to
provide adult literacy and basic skills programs
to the millions of adults who need them. If
even half of these irdividuals were to seek out
basic skills literacy instruction through
employer-sponsored programs, providers of
these services would lack the capacity to reet
this need.

It simply is not possible to improve providers’
responsiveness to the needs of working adult
students and their employers with currently
available resources. Funding for educational
institutions must be increased and targeted to
address workforce development needs and the
needs of adult learners.
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CoNCLUSION

To meet the skill-building challenge in the work-
place, employers must invest in a comprehensive
approach to employee education and training which
maximizes the impact of internal, job-specific
training and utilizes the resources of existing
educational programs in the community, while
fostering employee initiative in gaining new skills.
This new approach has the potential to turn the
thetoric of building a more competitive. world-class
workforce into a working reality. Already, successful.
barrier-removing models for promoting employee
growth and development are being implemented and
achieving results with unprecedented participation
levels. To expand the impact of these programs.
however. both public and private policies need to be
developed that will support these efforts. encourage
their dissemination and provide sufficient resources
for their replication.

Comprehensive education and training programs that
promote employee growth and development provide
an important opportunity to regain America's
economic competitiveness while enhancing the
quelicy of workers” lives. This opportunity must not

be lost.
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